The Top 10 Facilitation Roles

Tip:  There is a see world and a be-seen world. In one, the facilitator loses!

Duke Rohe  drohe@pdq.net
Overview  To often people see facilitation as ‘running’ the team.  Not so.  By definition, a facilitator simply brings out the best team answer in a group of individuals.

Goal

1. Provide distinctions when the facilitator is ‘in or out character’ of their team role.

2. Maximize the group process in order to get the best team outcome.

Participants  Facilitator, then team.
Procedure

1. Facilitator studies each of the 10 roles below.

2. For each role, mentally walk through how to remain ‘in character’ with their role.  Do the same for how to fall ‘out of character’ with the role.

3. As the team session is being conducted, notice when you are ‘in character’ and ‘out of character’ with the role.

4. Use the tool to self-inspect how you did in facilitating the team. 

5. After a while, it will feel like you are having an ‘out of body experience’ as you focusing on group process while your team is focusing on their content. 

6. To grow the team ownership of their role and keep you at the top of the facilitator role…give them a copy of the Top 10 and ask them to monitor your role.  At the end of the team meeting have them debrief how you did.  It will actually tune their team skills to self-facilitate.

The Top 10 Facilitation Roles

1. The facilitator is king of the process; the team is king of the content.  The more each stay in their own court, the better.  The facilitator should stay Teflon to the content; deflecting decision making to the team.

2. It’s the team’s solution, not the facilitator’s.  The facilitator may offer options, but it’s the team’s solution.

3. The team owns the success or failure of the output.  A good facilitator squarely lays ownership of outcome on their shoulders.  If the team wants to continually major on the menial, the stinky product is solely theirs. 

4. The facilitator is responsible for managing the energy flow of the meeting.  Moving between both essential types of thinking.  Divergent thinking (open, anything possible, discovery), which adds high energy and Convergent thinking (focusing, selecting, prioritizing) which drains, yet moves to action.  

5. Make it safe.  The team moves faster when they feel safe to contribute.  When they have enough facts, enough options, enough guidance, enough trust, enough of their questions answered; they will risk sharing.

6. The facilitator directs the control-flow of input by the team members.  Not allowing domination or allowing silence to reign.  For the sake of achieving the team’s purpose, control is balanced.

7. The facilitator controls the focus of the team.  With the meeting purpose in mind, the team is not allowed to drift too high, get too bogged down in detail or get sidetracked on collateral comments.

8. The facilitator monitors the responsibility-flow of participation.   If the team doesn’t take on the ownership of open, collective participation: their output, progress and trust are crippled.  The facilitator sets and maintains that expectation.

9. The facilitator leaves growth deposits.  If the team isn’t getting skill development during each meeting, the facilitator is letting them down.

10. The facilitator should be on fun patrol.  People learn more when they are having fun.  Interjecting humor, allowing fun to play out during meetings, bringing out the light side is important too.

Good facilitation guides a team without leaving a fingerprint on the outcome.


